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1. Scope

This document provides OMA Chairs with guidance on how to perform their roles.

2. References

2.1 Normative References

	[RFC2119]
	“Key words for use in RFCs to Indicate Requirement Levels”, S. Bradner, March 1997, URL:http://www.ietf.org/rfc/rfc2119.txt


2.2 Informative References

	 [OMADICT]
	“Dictionary for OMA Specifications”, Version 2.7, Open Mobile Alliance™,
OMA-ORG-Dictionary-V2_7, URL:http://www.openmobilealliance.org/

	[OMAPROCESS]
	“OMA Organization and Processes”. Open Mobile Alliance™, OMA‑ORG-Process‑V1_7, URL:http//www.openmobilealliance.org/


3. Terminology and Conventions

3.1 Conventions

This is an informative document, which is not intended to provide testable requirements to implementations.

3.2 Definitions

	Chair
	The term “chair” is used to describe an elected chair or a convenor or an interim chair or convenor of an OMA Committee, Working Group, Sub Working Group, or BoF

	Vicechair
	The term “vicechair” is used to describe an elected vicechair or a vice-convenor of an OMA Committee, Working Group, Sub Working Group, or BoF


3.3 Abbreviations

	OMA
	Open Mobile Alliance


4. Introduction

Prior to 2008, the tradition in OMA has been to elect or appoint chairs or convenors and then mostly to allow the chairs or convenors to support their respective groups as they wish.

Whilst training and interaction have been provided frequently through leadership events and guidance and support from the TP Officers and other Officers, much of the support provided to date has been in a reactive manner as problems are identified.

With this document the intention is to assist the work of OMA by identifying good practices and specific situations where experience of the more established part of the OMA community can be brought to bear to avoid problems before they start and to speed up OMA’s work.

4.1 Version 1.0

This is the first version of the Chairs’ Guidance document and aims to cover the most common situations a chair may find him or herself in.

4.2 Version 1.1
Added Guidance on
· how to deal with editorials,
· informal means for consensus building,
· proactive management of slippage,
· informal votes,
· discussion prior to vote,

· expert drafting

5. Chairs Guidance
(Informative)

5.1 Your First Meetings Chairing a Group

OMA has processes for setting up the different types of group [OMAPROCESS].  This process will be followed by the parent group when a new group is set up, and a new Chair will be elected or appointed by the relevant group members (e.g. parent group).  The new Chair should become familiar with the process document and seek guidance from the assigned TP Officer, other OMA Officers or the Release Planning Committee where anything is unclear.

The first meeting of a group will be very important for setting the scene and understanding what work is needed.  So don’t just rely on member input – make sure you review the purpose of the group yourself and consider making a “Chair” input to the group to give your own perspective on what needs to be done in the group.  This would be different from any member input and should be labelled differently.  See “Chair Company Needs to Make Input” below for more information on making member input as a chair.

Familiarise yourself with the names of people and their company names making input and registering to the meeting.  It helps everyone in the room when the chair calls out the name of the participant so you will need to learn names.  If you don’t know someone’s name simply ask them to provide their name and company name before they speak.

5.2 Basic Chair Guidance

5.2.1 Agenda

If there are contributions available a week before the meeting, make sure you read them all well before the meeting and consider how they relate to each other.  Adjust the agenda to keep documents on a similar topic together.

Remember that [OMAPROCESS] calls for all documents to be available 1 week before the meeting.  This includes the agenda.  Although many chairs produce and revise agendas very close to the meeting time, the best practice is to produce the first draft agenda at or around the 1 week before point.  If there are no documents for the agenda at this point remind the group to submit contributions to the meeting and consider the following:

· Is the meeting really needed?

· If it is, what input is needed for the meeting?
· Can the chair persuade someone to provide the needed input?

· Can the chair create some “chair” input?

Here are some additional tips:

· Create a good agenda grouping contributions by enabler, by document (Enabler 1: RD, AD, TS1, TS2) (Enabler 2: RD, AD, etc.)
· Depending on contributions, you may want to group the contributions covering the same topic for the RD, AD, and TS all at one time
· You may want to cover contributions with different views on the same subject at the same time so participants can hear the different arguments at the same time
· Assign expected duration to each agenda item

5.2.2 Focus

Remember that the chair is there to give guidance to the group, to steer a middle line between all the participants and thereby achieve consensus.  Progress by consensus is the objective for all meetings.  The definition of “progress” is somewhat tricky, however if all a meeting does is mark 20 contributions “noted”, with revisions expected later then that might not be much progress.  Clear progress is only achieved when issues are resolved, so sometimes marking 3 contributions “agreed” is more progress than marking 20 contributions “noted”.  So the key thing for the chair is to identify “what are the issues I want to reach agreement on for this meeting?” – if this can be done before the meeting then so much the better, but during a long meeting this may not be possible and you may have to rely on your perceptions during the meeting.  Here are some additional tips:
· If people are talking and not paying attention, the chair MUST stop the meeting and make sure that the participants are focused.  You can say something like “could we stick to just one conversation please?”
· Don’t let people just start talking, ensure that they are recognized by the chair to talk – if people are used to this regime then they will respect it because they know they won’t be talked over.  This can be enforced in larger meetings by having the participants come to the microphone to speak.
· Don’t let the discussion become a talk between just 2 people, make sure that everyone can contribute to the discussion.  If a discussion turns into a 2-way debate, ask them to take it offline.

· Don’t let multiple participants give the same argument; they can support what someone else has already said without needing to repeat it.  Also try to avoid a single participant making the same point over and over.
· Don’t let participants repeat (or read verbatim) what is in the contribution; they can introduce and/or support it without repeating it all.
· Some members may need to prepare 2 contributions – their actual contribution and then a separate document which tells them what to say when presenting.

· If the contribution has the same change in many places, discuss it once and not for every version of the same essential change.  Ask if the contributor needs to explain the same thing several times, suggest not but if the contributor insists then try to move them through the document quickly.
· Don’t let the contribution be an education for a participant, they should know about the subject, especially for contributions that were submitted on time.  If someone is asking obvious questions, ask if they have read the whole document – this may help to avoid further disruption.
· Keep the discussion to a minimum for input contributions that are not adding text to your document, you will end up having the same discussion when you get to a CR.

· For the contributions adding text to your document, they may contain input to normative sections as well as informative sections of such document. Prioritize the discussions on normative text over the informative one. If necessary due to time limitations, postpone the informative text to be reviewed “offline” (e.g. via Review and Approval process). 
· To expedite document drafting, the chair may encourage a group of members to engage in combined editing effort.  Such efforts may produce CRs with marked-up document attachments, allowing the members to address the subject of the intended changes in a comprehensive and easily tracked format.  This can be useful, for example, for speeding up the drafting of non-controversial document text, to resolve long standing conflicts over a particular technical issue, or to offload technical discussions involving a very small set of members from the group meeting.

· Some participants like to hear themselves talk - don’t let them talk for too long!

· Watch participants, if they are looking confused about the issue/discussion you may have to ask questions to help clarify the issue or you may have to restate or summarize the issue/discussion
· Set expectations for the phases of contribution discussion (introduction, discussion, resolution), and note the time each started, so you can keep track of how you are doing against plan. Remind the group that there is a limited amount of time to each phase, and when the expected duration is nearing. 
· Periodically summarise the current direction the meeting is taking, and especially prior to determining consensus.
· If there are no clear objections to an on-time contribution, seek to get group agreement as soon as possible so that you can move on to other documents.  Sometimes minor improvements are suggested which delay agreement to a contribution – in this case try to agree the contribution without the minor improvements and encourage subsequent written input by the improvement suggesters.
· If there appears to be no consensus on acceptance of a contribution, and at least some clear reservations, note that those interested need to resolve the concerns offline and return with a compromise proposal. If such a compromise is provided during the meeting, as far as possible give it time, to ensure the effort of those interested is rewarded.

· Different groups and enablers work best with different approaches to taking comments and making changes to the contributions during meetings, e.g. some prefer to make online changes, others to note specific comments in the minutes and request updated contributions with the changes included. Be sure that the approach in use is, in the end, effective for the group. If not, tweak the approach until an optimum approach is found.

· Use the minutes and action item tools effectively. While verbose minutes can be helpful in recreating the dialog in detail, of more importance is clear notation of concerns, the essence of deliberations, and resolutions. Action items should be clearly noted.  Action items add value with the objective of resolving open issues quickly and in an organized manner. Add detailed action plans to action items in the minutes where necessary, and include the action plans in meeting agendas to help remind the group and guide the discussions on what has been done.
· Moderate the meeting to ensure the work within the group progresses in a timely manner. When issues are raised within the meeting that the chair considers editorial and that may result in lengthy discussions, the chair should direct the editor to handle these issues outside the face to face session or conference call session subject to agreement on the resulting changes. For class 3 CRs these should be pre-reviewed, then in the meeting the chair should  seek agreement and  direct the editor to incorporate them in the document  without further discussion during the meeting (unless non-editorial issues are raised).
5.2.3 Gathering Consensus
Try to keep the group focused on a single topic at a time.  Participants will naturally want to talk about whatever they have on their mind, but if you just let everyone speak then the meeting will flow to different topics.  So control is needed to ensure that you reach consensual agreement topic by topic. Normally progress is expected to be made by consensus, however there are times when it is clear that consensus will not emerge within a reasonable time frame.

· Ask open questions.  Or go round the room and ask everyone to comment.

· Paraphrase what is the current proposal for people to review.  Try taking a straw poll to test for consensus.  If there is a minority of people on one side or the other, ask if the minority can live with the proposed solution.
· If possible, try to work with the opposing participants off-line (e.g. in private, in the corridor, during coffee breaks, over dinner, etc) to understand the positions and explore opportunities for compromise, to reach consensus.

· If consensus within reasonable constraints can’t be reached, for example a few companies in a minority sustaining objections, voting should be invoked (see 5.4.4 below).
· Before leaving one topic and going to the next one, summarise and make sure everyone understands the agreements and next steps, and that significant points are minuted.

5.2.4 Inclusion of All Participants

Remember that the meeting is there to allow all members to make their views known, in order to make consensual progress.  Often, some vocal participants can take a lot of meeting time and not allow others any time.  It is important for the chair to recognise such situations and give the floor to people who haven’t spoken yet.  For example when you have “the usual” 4 hands up to speak, ignore them and say “At this point I would like to hear from other people who haven’t yet spoken”.

5.2.5 Meeting Discipline

Keep the noise down in the meeting room.  At times people need to discuss an issue offline but try to keep those discussions outside the meeting room to ensure that the noise is kept to a minimum.

Beware of people not paying attention and having private discussions – sometimes they will delay the meeting by asking questions that have already been discussed.
Keep to the schedule, start the meeting on time, start breaks on time and restart meeting on time.  Close the doors and start the meeting even if people haven’t come back.  If people delay the start of the meeting, hold them over and regain the time.  But also you have to be flexible keeping aware of activities.
If there is an issue that you are having problems resolving in the meeting and the participants need hall time to discuss the issue, give them the time.

5.2.6 Delays to Deliverables
Chairs are responsible for leading their groups to timely completion of its work items. The Chair should raise an early warning signal for any delays in a WI.  This early warning should be given to REL and any affected working groups, to the parent group’s officers, and also to TP. It could include an evaluation of slippage and any planned corrective actions, including possible re-scoping of the work. Chairs should pro-actively attempt to recover any lost time to the extent possible.
If the WI seems to lack resources to be completed on time, then approach the work item supporters and make an enquiry on whether they are still committed to ensuring that the work is done. If the work item supporters no longer can comitt to allocating the necessary resources to complete the work, bring up the question in the group on whether the WI is to be closed.

5.2.7 Handling of feature creep

Great care should be taken to avoid introducing feature creep in the work (that functionality that is outside the scope of the WI is being introduced). When features are proposed to be brought in that are outside of the scope of the WI, then the chair should advice the contributors of that it is not in scope and cannot be included in the work.

Instead of allowing feature creep in the work, chairs should point of the alternatives available:

· To create a new work item with scope to address the additional functionality.

· To modify the existing work item so that it fits with the extended scope

· To defer the addiitonal functionality to the next version of the release (covered by a new work item)
5.2.8 Chair Speeches

When you are chairing a meeting, remember that you are there to make progress by consensus. It does not help progress if the Chair makes lots of long, possibly boring, speeches and does not allow time for the participants to make their points.  The Chair is there to review the different sides of an argument and try to identify a middle path.  Yes, the Chair is also there to provide a vision for the group but if needed, that vision should come at the beginning of the meeting and not interfere with the normal flow of the discussion.  Sometimes an argument needs to be made by the Chair to persuade the group to follow one path and not another, but keep these arguments short and allow the views from the floor to be heard.

5.3 Chair Company Needs to Make Input

OMA members are all entitled to make input contributions and often a member will offer someone as a chair because they want to drive the work.  When it comes to making company input, a chair will have his or her loyalty split between the aims of the company and the needs of the group.  It is therefore much better in these situations to have the company input presented from the floor by a different person than the chair.  In particular, if there are several long presentations from the company then it is often hard for the audience to understand the difference between comments from the chair and comments from the company.  Another option is to have the Vicechair run the meeting whilst the Chair is making contributions and arguing on behalf of his company.  In this case the Vicechair will have to be clear about whether he is representing the group or representing his company.

If there is no option than have the chair make a presentation on behalf of a company then make it very clear when the chair is speaking on behalf of his company and when he or she is speaking on behalf of the group.  It can also help to present by standing down on the floor rather than sitting up front while presenting.

5.4 Dealing with Awkward Situations

5.4.1 Discussions between 2 members

Often there can be an exchange of views between two members only. This can take up a lot of time and sometimes it is necessary to call a halt to the discussion between two members and ask them to take their discussion offline, to return with a common view (e.g. after a coffee break).  Coffee breaks can be taken earlier or extended if such discussions are necessary to make progress on significant issues.  Or additional coffee breaks can be added, or the meeting finished early.

5.4.2 Off topic discussions

Sometimes people ask for the floor to make a reactionary statement which does not assist the meeting with making consensual decisions.  Such statements are often unhelpful because they provoke subsequent reactions from the other parties.  If time is limited, try to encourage offline discussion, or call a halt to the discussion and ask instead who is in favour of the current proposal, and then who is against.

5.4.3 Heated discussions

OMA members are generally very well behaved but very occasionally the discussion can become a little heated.  Recognise this early and try to diffuse this by giving the floor to someone else, calling for a break or moving to a new topic.

5.4.4 Voting

When it becomes clear that it is impossible to move forwards with a topic by consensus, it is necessary to move to voting.  Note that, just because a document is on the agenda for decision, it does not necessarily mean that a vote during that meeting is appropriate. Chairs should be pro-active and monitor issues which are being discussed in groups, and suggest to go to a vote if it seems that participants cannot agree (e.g. discussion is going in circles, arguments are being repeated, no new alternative approaches are being identified or can reasonably be expected, members have had time to digest and analyze the proposal, a short amount of time for offline discussions expired without result, etc).  Formal voting sometimes can be avoided by using a “straw poll” or “show of hands”.  
The chair needs to word any question carefully when taking a “show of hands”, and needs to weigh up the question to ensure that the best progress is made for the group.  Questions can take the form of:

“Who would like to adopt Proposal X?”

Or

“Who can live with Proposal X?”

In these two cases, different answers are likely to be given, because one shows the positive feeling for an item, whereas the other shows the lack of negative feeling for an item.

In cases where there are multiple options, people can vote for more than one option.  For example:

“Who would like to adopt Proposal X?”

“Who would like to adopt Proposal Y?”

“Who would like to adopt Proposal Z?”

In this case members may vote for none, one, two or three options.

If there is a majority leaning in one direction then ask the opposing minority if they can agree with the majority, having their objections noted in the minutes.  If they cannot agree with this then a formal vote needs to be arranged. The formal e-vote is conducted on the OMA Portal and can be set up quickly during a face to face meeting if needed.  The duration of the vote need not be very long, however all participants must be aware of the vote taking place and the duration of the vote.
· Rule of thumb – after 3 meetings (including conference calls) if consensus is not being reached, then the voting process should be invoked.  Voting can take place sooner.

5.5 Reviews

Reviews should be used as a means to ensure quality and consistency of the technical work. There are different kinds of reviews with different purposes and which to apply depends on the kind of deliverables produced.

5.5.1 Informal reviews

Informal reviews are used to get early feedback on technical material from the broader membership. Typically, the material that is subject to these kinds of reviews is RDs and ADs and the feedback then comes from members of the Requirements and Architecture groups. As chair, you should aim to schedule informal reviews early during the development process, as it will be easier to agree on needed changes to the material at that point. When the work is close to completion, the material is often the result of a number of compromises in the group and the time plans may be jeopardized by major changes so therefore there may be a great reluctance from the participants to do any major changes.

You may use the review report template to collect comments from an informal review.

Aim for a light weight approach to deal with the review comments and document the responses in minutes or presentation material. If comments are received that risk to bring back discussions that have already taken place in the group, then refer back to those rather than allowing that the topic is opened up for discussion again.   
5.5.2 Formal reviews

Formal reviews are used as the final step to finish work during a development stage, e.g. RD, AD and TS work.

Although it may be tempting to go to a formal review with a number of known issues remaining in the material, this is not a good idea. Typically, this just means that the review period will become longer and compared to regular work with technical material, you will now also have to ensure that the review report is kept updated.

Prior to the review, work with DSO to ensure that the material is ready and complete and contain all the mandatory parts. For example, if schema files are included in the material, make sure they are validated prior to the review.

Before the review, you can consider running through an inventory of common editorial issues (for example “this abbreviation is on the list but not used in the text”, or “the figures/tables have no captions”, or “this document does not use the latest template”; other examples are found in the Consistency review guidelines) to ensure these are fixed before starting the review.  Depending on their availability, DSO may be able to assist in this task.  This should help the WG focus only on the technical issues.

After the review is initiated, there will be a period during which comments are received. Assign a review report editor that collects the comments during the review period and that organizes the comments so that duplicate comments can be easily identified and so that editorial comments are separated from technical comments and questions for clarifications. 

5.5.2.1 Managing formal review comments

The review comments received are likely to cover editorial corrections, technical bug-fixes, and also items which are a major technical issue in the view of the submitter.  The approach taken to manage and dispose of the comments is largely under the control of the Officers of the group, and can have a big effect on the effectiveness of the group and the time taken to close all comments.   

While completeness of the review is important, it is good to avoid common problems like:
  - spending time debating issues while trying to allocate comments for handling (save the debate for the proposed solutions)
  - handling items in strict numerical order (get a broad sense of the issues that need to be resolved and how the various comments relate).

The following are best practice guidelines:

Initial meeting:  After the review comment period has closed, schedule a first meeting to go through the comments and agree whether they have been correctly classified (changing the classification if needed), and also agreeing the approach to manage each comment.   The following approaches can be considered:

(a) Editorials: Provide the document editor with a mandate to resolve all editorial “E” issues at their own discretion, and only discuss and debate the technical “T” issues in the group. Those “T” issues that were inadvertently classified as “E” issues may of course be brought back to the group by the editor, when identified. This will help the group focus on the technical issues.
(b) Duplicate comments: Identify in the Review Report any duplicate review comments.  To speed things up, the identification of duplicated comments may be done by the WG officers prior to the first meeting.    A resolution to the first occurrence of the duplicate issue is then adopted as a general resolution for all instances of the duplicate issue, and these subsequent instances of the duplicate issue are then not discussed or debated again.
(c) Related comments: Identify in the Review Report any related review comments, which can then be discussed and disposed together. To speed things up, the identification of related comments may be done by the WG officers prior to the first meeting. This would help the group to deal with related items together and hence reduce the need to switch contexts.
(d) Agreed as an issue:  A comment which is agreed as an issue by the group should result in assigning an action to one or more companies to start addressing this, e.g. by creating CRs.  This way, it shouldn’t be necessary to spend a lot of time in meetings debating a comment, but rather the debate occurs on the subsequent CR.
(e) Already discussed: If a comment brings up a topic which has previously been debated in the group, then limit discussion on this comment, and where possible close the comment by highlighting the previous agreement.

(f) Lack of volunteers: If there is a lack of volunteers to address a review comment, try to clarify why that is the case. If there is no interest within the group to do any changes based on a comment, then allow the comment to remain open for some time and contact the person from whom the comment originates to ask him/her to propose a solution.
In some cases, if may help to sub-divide the comments into topic areas, and delegate the ownership of managing each topic area to groups of members.

After the initial meeting (to agree classification & approach), try to use subsequent real time meetings (F2F or calls) to manage CRs relating to technical changes to normative sessions of the document, as these are most likely to benefit from debate by group members.  Otherwise, you run the risk of being left with the most difficult (and necessary to deal with) issues being left until last.
Avoid agreeing to non-trivial changes to the documents (e.g. delete section X) as a result of a comment without an accompanying CR.

If subsequent CRs resulting from the comments are straightforward, or editorial, then use R&A to handle these rather than meeting time.

5.5.3 Closure reviews

Closure reviews are used during development that uses lightweight procedures, but may also be used prior to formal reviews.

Prior to the start of the closure review, encourage people to read the documents and come prepared to the review meeting. It may be a good idea to even assign actions to participants of the group to go through certain documents or parts of documents to ensure that at least someone has read through the document(s) before the review meeting.

During the review meeting, make sure that the issues that are raised are documented in the minutes but not further discussed – do not attempt to provide for a solution to the problem at this time. Actions to produce CRs may be assigned to the participants. Avoid lengthy discussions on issues, the resulting CR will need to explain the problem as well as the solution.

After the review is completed, send out notice of a time period for CRs to be submitted. The time period should be based on number of issues raised and the perceived complexity of these (two months should be the maximum).

In order to avoid that the review drags out in time, follow up with those with outstanding action items to make sure that they produce their CRs. If no CR is produced, then check if anyone else in the group is interested in taking over the action item point.

A last call for CRs is to be sent out when the number of remaining yet to be addressed issues is getting low. Do not wait too long until sending out this last call, as it will put a deadline in place to ensure timely completion of the work.

When the time period for last call for CRs has expired, determine if there is any interest in following up on any remaining issues.  If there is interest, reassign actions as needed, and send out a new notice of a time period for CRs. 
Dealing with exceptional circumstances
From time to time, the organization may be forced to deal with rare and exceptional circumstances. Pervious examples include the tornado in Orlando and the state of emergency in Bangkok. It is the decision of the OMA Board of Directors to cancel the meeting, or to continue with the meeting either as planned or with some changes to adapt to the situation. In case the meeting is to continue, it is important to understand that individual members (including Officers) may not be able to travel, either due to company policy or personal decision. To ensure that members unable to travel due to the exceptional circumstances are not disenfranchised, while still trying to make progress, the following guidelines should be taken into consideration:
1. Visibility of progress 

a. Consider proactively communicating meeting progress to the group’s mailing list during the course of the meeting 

b. Post summaries (at the end of each working day) of documents addressed and decisions to their group mailing lists

2. Reduced participation 

a. Take “sparse” attendance into consideration (as per Process) 

b. Be cautious about taking final decisions, particularly if normally active or vocal participants on the decision topic were unable to travel to the meeting

3. Reaching decisions 

a. For non-controversial items, the group should proceed with decision-making as normal 

b. In cases of reduced participation (in particular for controversial items), groups are advised to consider submitting any proposed decisions to R&A (e.g. 3-days as per Process) or a follow-up call/meeting

4. Comments from non-present members 

a. If non-present members wish to express input (or even objections) to documents under discussion, they should explicitly and clearly do so to the group’s mailing list (or in an input contribution) 

b. If non-present members have any concerns at progress of discussions at the meeting, they are encouraged to make clear technical comments on the group’s mailing list (or in an input contribution) 

c. The group’s Officers are encouraged to regularly monitor their mailing list for comments from non-present members
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